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Introduction 


The problems which I describe in this column is scattering prevention of cutting chips, cutting fluid, 
press's chips, lubricant, coolant. And I explain in the description the reason why I wish to write. 

The theme of this description of Scattering Prevention is as next: 

1) The necessity of Scattering Prevention. 

2) Local scattering prevention and the aim. 

3) Forced degradation and natural degradation. 

4) Points of local scattering prevention and kaizen points. 



Scatterings are awkward problems. Because these become the causes of machine troubles, quality 
problems and environmental problems. Therefore, it is necessary to prevent as much as possible. 

The scattering objects are diverse. When operate an industrial factory, it is quite natural to occur the 
scattering of powder, wet powder with oil or lubricant, oil or lubricant, chips (large or small or very 
small). 

In this column I don't describe all cases, because the countermeasures are too wide range. For 
instance, I have written this story in TPM-3: 
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When we were making a discussion in the conference room, suddenly a loud sound was 
occurred from the factory. The cause of that loud sound was the trouble of a twisting & 
bunching machine. 

We stopped the meeting and came running to the Gemba, the operator was stunned beside 
the machine broken. 

I wrote the cause which was the rattle of bearing. But if cascade down more deeply, 

• Problem occurred: The rotating body came off from the bearing. And the bearing 
came off. 

o Why: The fixed bolts broken, 
o Why: To be over re-tightened than yielding point, 
o Why: To give over torque force with unsuitable tool, 
o Why: Lack of knowledge of bolt and tightening tool. And lack of training. 

■ Also, there was no standard regarding tightening bolts, 
o 

And other causes were also recorded. 

One of problem was that the bearing became bad movement. And the cause of bad 
movement and damaged bearing was the grease hardened with copper powder. 

Another case about very small chips: 

In wiring harness production process, there is a crimping process which is to crimp a terminal 
to electric cable. 

The photo below is one of popular terminal. And this is connected in a chained and has the 
edge (become a chip). This edge is cut when crimping. 

This chip (edge) became tremendous serious customer's quality claim if coming in to the 
crimping barrel. 
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As you can see an end feed type terminal has the connection portion. And it is necessary to 
cut off in the parts of the terminal top and end. Then this connection portion becomes the 
chip. To prevent scattering, an applicator has a chute. But in the PPM (parts per million) 
range, this chip comes into the crimping barrel. Normally crimping height is controlled in the 
range of 0.01mm 

Then, when a chip comes into the crimping barrel and is crimped, fatal defect is occurred as a 
wiring harness. To prevent this chip scattering only fitting chute is not sufficient. 

Such case also this is the object of scattering prevention. 

Then, recently side feed terminal which hasn't cutting chip, but just one side cut and possible 
to prevent the chip became mainstream. 

After getting a customer quality concern related above chip scattering, we took 
countermeasures. One is to change terminals from end feed type to side feed type. One is 
daily maintenance Seiso of the surrounding and chute. And another one is to prohibit the use 
of air blow for daily Seiso. 

Don't blow chips, but suction with vacuum. 

Also, a vacuum pipe which works at the timing of crimping (cutting edge) in the applicators of 
end feed type terminals. 

This case also I don't describe in this description. 

Depending upon products and factories, the scattering objects are different. And depending upon 
the individual scattering objects, it is necessary to take suitable countermeasures. 

Now, I want to narrow down the theme. 

The problems which I describe in this column is scattering prevention of cutting chips, cutting fluid, 
press's chips, lubricant, coolant. And I explain in the description the reason why I wish to write. 

The theme of this description of Scattering Prevention is as next. 

1) The necessity of Scattering Prevention. 

2) Local scattering prevention and the aim. 

3) Forced degradation and natural degradation. 

4) Points of local scattering prevention and kaizen points. 
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Q Meditation 


Before going to the main theme, I would response to a question... In somewhere, I wrote Zen and 
Mindfulness. After this, I got many requirements of consultation and questions about Zen and 
Mindfulness. 

Probably there are many persons who have the interesting about these. It is not bad. However 
unfortunately I'm not the expert of this field. It is true that I have received the training of Zazen in a 
Buddhist temple of Koyasan, but failed. 

Failed? ...I couldn't patient the form of Zazen, because my legs were so pain. Then I couldn't reach to 
the condition of "Meditation". 

Meditation is Meisou in Japanese. And it is possible to gain it with Zazen or Mindfulness 

activity. So, Zazen and Mindfulness activity are the means to reach to Meditation. 

The purpose of Zazen and Mindfulness is to reach to the status of Meditation (Meisou). 


What is the state of Meditation? 

In Wikipedia, it is explained as next. 

"Meditation is a practice where an individuai uses a technique - such as mindfuiness, or 
focusing their mind on a particuiar object, thought or activity - to train attention and 
awareness, and achieve a mentaiiy dear and emotionaiiy cairn and stabie state. 

Meditation has been practiced since antiquity in numerous reiigious traditions and beiiefs, 
often os part of the path towards eniightenment and seif-reaiization. Since the 19th century, 
it has spread from its origins to other cuitures where it is commoniy practiced in private and 
business iife. 

Meditation may be used with the aim of reducing stress, anxiety, depression, and pain, and 
increasing peace, perception, seif-concept, and weii-being. 

Meditation is under research to define its possibie heaith (psychoiogicai, neuroiogicai, and 
cardiovascuiar) and other effects". 

I feel like there is something a little off with this translation for me, but I cannot correct this, because 
of my shallow understanding. 


My thinking of Meditation 


What is consciousness? What is a thinking? ...When thinking things, we normally look the thing 
through heart. But a heart is affected by a karma. 
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Consciousness, Thinking 



Heart ai 

d Karma 



Things 


And the status of Meditation (my personnel thinking) is: 



The status of Meditation (0MJI: Meisou) is to look at things without passing through the 
filter which is heart affected by karma. 

Karma: Gou (H in Japanese). A word of Buddhism. 

In Sanskrit, the original meaning is the act, but in Buddhism it is used in particular to mean 
the body, the mouth, the act performed by the mind and the power of the act to bring about 
the fruition. 

Shortly, Karma in Buddhism is the act of good and evil done by human body, mouth and mind 
and the work of the mind that cannot be controlled by reason. 

Anyway, it is residue in heart, whether it is good or bad. 


Heart and Karma 

I wrote as above. But still I cannot understand the difference of Karma and Memory. 

I think people, including me, understand the things with through the filter of Memory which is 
accumulated with the past experiences. 

A person who has good Karma (past good deed) looks things and judge them with good Karma. 

A person who has bad Karma (past bad deed) looks things and judge them with bad Karma. 

However, it is same in the meaning which looking and understanding things with the bias and filter 
(Heart and Karma) which affect to narrow views in both of them. 
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Therefore, I say that Meditation is to look at things without passing heart which is affected by past 
memory (Karma). 

Again, what is the status of Meditation? 


The Brain 

Let's look at inside brain. 

1) The work of synapse and neurons. 

When having consciousness and thinking, synapse and neurons are working actively. And, 
the act of Meditation is to stop or slow down their activities. 

2) Brain. Triple structure of the brain. 

According to Dr. Paul D. Maclean's triple brain theory: The human brain is roughly divided 
into three parts. The structure is constituted of Brainstem, Limbic system and Cerebral 
neocortex. 

I will omit the detailed explanation, but shortly. 

a. Brainstem. 

The brainstem is considered to have a neural circuit that is important for 

consciousness, awakening, inspiration and control human consciousness. 

b. Limbic system. 

It is involved in life support, instinctive behaviour and emotional behaviour. And, 
this connects with (or has the pass to) right brain. 

c. Cerebral neocortex. 

The newest, new mammalian brain. It is divided into left and right brains, and the 
two are connected by the corpus callosum. 

i. The left brain works with language as a medium. 

ii. The right brain works with images as a medium. 



3) Route of thinking 

The human brain grows from Brainstem to Limbic system and to Cerebral neocortex up to 5 
years old. And about 5 years old, the corpus callosum between right brain and left brain is 
completed. 
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As the cerebral neocortex completes its corpus callosum, it begins to work independently 
from the deep brain (Brainstem and Limbic system). And a thinking is made in just right brain 
and left brain (Cerebral neocortex). And we normally don't think from the route of brainstem 
to right & left brain. 

A book says that: "The left brain is in the area of conscious awareness" 

In other words, it is in the area where we can be conscious. 

However, the right brain, limbic system and brainstem are in the area of unconsciousness 
(subconsciousness). 

After 5 years old and after the completion of corpus callosum (between right brain and left 
brain), the thinking route between the Brainstem & Limbic system and Cerebral neocortex is 

cut off. 

Cut off? ...I had a suspicion to this expression. Rather than use of "cut off", I believe to use 
the word of "disturb" (to use the rout). 


My image of what is Meditation. 

Now I would introduce my image of "what is Meditation". 

Based on the dialogue with a priest of virtue, I imagined the status of Meditation. And this might 
have 3 ranks from Shallow Engagement to Samadhi (Sanmai in Japanese). 

Samadhi (Explanation in a book): "State of intense concentration achieved through meditation". 

• By keeping your awareness focused on one point, you become one with the object of 
meditation and become the ultimate wisdom itself. 

• A state in which the mind concentrates on one target and does not get upset. 

• It is assumed that the subject is correctly captured by leaving the thoughts and immersing. 

The state of the 3 ranks (just my understanding based on the dialogue) 
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2'’<^ RANK MEDITATION 


Consciousness, Thinking 


c 


Heart and Karma 




Things 


Nothing 




ULTIMATE MEDITATION 

C Consiousness ' 


Come to Nothing 
"Samadi" 


I 


These three are my images of Meditation. 



Method to reach meditation 

Now I write the method to reach to Meditation. 
But, firstly, the method to be introduced in a book. 


The meditation method can be divided into a method of increasing the concentration on one target 
and a method of focusing on the phenomenon of coming to the heart without setting the target. 


As a target in the former method: 

1) Image of a holy being such as "God" 

2) Image of specific character 

3) Circular staring written on paper 
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4) Count the number in one mind according to your breathing 

5) Repeating short syllables such as mantras and nembutsu (Buddhanusmrti) 

6) Consciousness changes in the abdomen and nasal cavity for breathing. Mantra 

7) A word of utter truth. Esoteric religion means true words such as Buddha and secret words 
that express their work. 

And so on. In any of these methods, the purpose is to change the way you feel about the real world, 
and it is said that as your concentration develops, it will change. 

In here I explain the pictures of previous page (Image of Meditation). 


NORMAL STATUS 


Consciousness, Thinking 



Heart ai 

d Karma 



Things 


Normal situation. Thinking with through the bias of heart. This is the situation of thinking in cerebral 
neocortex not thinking from Brainstem. 

When making the activity of meditation, one of difficulty is to cut off the things come to mind. It is so 
difficult. When starting the activity, soon a thing come to mind. Its situation is cerebral neocortex 
disturbing the thinking route. 


1^ RANK MEDITATION 



Consciousness, Thinking 



Heart and Karma 




»• 

Things 


Thinking without through the bias of heart (cerebral neocortex). So called Mindfulness is this type 
method. Concentrating the thinking to one target. 
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Concentrating to thinking one thing is not the status of meditation, because the consciousness is 
facing to thing (even though just one thing.) 

Therefore, I think this phenomenon is not the status of meditation. 



Concentrating to a target in above 6 methods and reaching to the state of "Nothing". 

Facing consciousness and thinking to "Nothing" and keeping the status is possible to call meditation. 
And in this status the barrier of cerebral neocortex (right and left brain) is reduced or disappear. And 
the route of brainstem can work. 

Mindfulness is the repeat of first and 2"'^ rank meditation. 

Finally reaching to the state of "Nothing" and "No consciousness". Not in the state of sleeping, but 
there is the consciousness. And reaching to the state of "Samadhi" 


r 


V 


jt 

I 


3’^ ULTIMATE MEDITATION 


Consiousness 


Come to Nothing 
"Samadi" 






Samadhi (Zanmai in Japanese Dudhism) is translated to Mindfulness. However, I feel somewhat out 
of place. Because Samadhi is deeper enlightenment than the act of Mindfulness which is first and 2"*^ 
rank meditation level. 

It is introduced by Wikipedia as next: 

"Mindfulness is the psychological process of bringing one’s attention to experiences occurring 
in the present moment, which one con develop through the practice of meditation and 
through other training. Mindfulness is derived from sati, a significant element of Buddhist 
traditions, and based on Zen, Vipossand, and Tibetan meditation technigues. Individuals who 
hove contributed to the popularity of mindfulness in the modern Western context include 
Thi'ch Nhdt Hgnh (1926-), Herbert Benson (1935-), Jon Kobat-Zinn (1944-), and Richard J. 
Davidson (1951-)". 

Also, another one explains mindfulness as next: 
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"Mindfulness means maintaining a moment-by-moment awareness of our thoughts, feelings, 
bodily sensations, and surrounding environment, through a gentle, nurturing lens. 

Mindfulness also involves acceptance, meaning that we pay attention to our thoughts and 
feelings without judging them—without believing, for instance, that there's a "right" or 
"wrong" way to think or feel in a given moment. When we practice mindfulness, our thoughts 
tune into what we're sensing in the present moment rather than rehashing the past or 
imagining the future". 

But anyway, doing Mindfulness in meditation is good thing and recommendable thing. 

Also, a Japanese book explains shortly as next: "To see what is happening and the thing as it is". 

This is the meaning of to see the thing without bias (cerebral neocortex) 

The case quite listen often is that, there is a thing which is required to find idea. And, he did 
mindfulness and got an inspiration and idea. 

We consider things with through the bias of past experience (karma in cerebral neocortex). But if we 
do mindfulness, we can gain the inspiration with through the brainstem which is the root of 
consciousness and awakening and Inspiration. 

As I wrote before, the methods of meditation are many and are different depend upon the religious 
schools. 

In Yoga, Meditation is explained as next. 

By keeping your awareness focused on one point, you become one with the object of 
meditation and become the ultimate wisdom itself. 

This condition is called Sanmai or Samadhi (samadhi: a state in which the mind concentrates on a 
single subject and does not get upset. The subject is captured correctly by taking away and pervading 
the mind). 

As you understand Meditation was introduced based on religions. But meditation has been 
conducted both in the East and the West, but since Judaism and Christianity have never been at the 
center of religious practice, it has become widely known in the West since the influx of Oriental 
meditation traditions. 



Quality of Meditation 


Of course, there is quality of the state of Meditation. 


The depth is the order of first to 3^^. And another one of function is the time of keeping the state of 
meditation. 


Actually, my case (immature trainee) is repeat "the situation of Go back and forth" of normal 
situation, first rank, 2"^ rank and 3^^ rank and ultimate meditation. 

And it is true that it is possible to reach to 3"^^ rank depend on the training. I'm still immature trainee 
and therefore reaching and staying in 3^^^ rank (Samadhi) is very short and an instant and still I cannot 
gain the stable time of meditation. 
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Meditation training and implementation 

I wrote that I failed the meditation training of Koyasan. But there is a continued story. 

I was happy, because I was taught the meaning of meditation and methods to reach. 

An old monk taught me that: "It is no necessary to make such penance with pain. There is a way 
which oneself can do it". 

What is the teaching? ...To explain it, I introduce my method. 

The method is very easy. Yes, it is indeed easy, but reaching to meditation is not easy because of one 
point; The order of coming into meditation is same as Zen. And it is Chou-shin (H#), Chou-soku (H 
,Sl) and Chou-shin (P'C,'). 

The order of my meditation method is: 

1) Chou-shin 

Relaxing environment: Clothes not be tight, warm and not cold and hot, not bright to prepare 
getting peace of mind. In quiet area. 

Chou-shin (M^) Adjust posture: Sitting on a chair (I cannot sit zazen.), stretch spine but not 
rest on the backrest, both hands to put on the legs and relieve power, to face to a board 
(which to be dark). And the eyes are half-opened. 

Easy? Yes, easier than zazen. 

But as it is same to zazen, it is necessary to keep the posture 30 minutes or more. Sometimes 
you may have the problem such getting itchy in body or difficulties to keep same posture. 

And you are disturbed the mind concentration. And you are required to restart next 30 
minutes posturing. 

But don't mind. It is practice. And gradually you can keep the posture longer. 

2) Chou-soku (ISM) Adjust breath: Breathing in lower belly, feeble breath. 

Easy? Yes, very easy. 

The breathing is important. And don't do deep breathing, but very feeble breath, because it 
is necessary to calm down the mind and (probably) weaken the activity of synapse and 
neurons in right and left brains. 

3) Chou-shin (IS't?) Adjust mind. 

The important things are to keep posture and control breath.' 

The order of Chou-shin (lH'L') and reaching to meditation: 

a) Keeping posture in Chou-shin 

Concentrating to watch one point of wall in keeping half-opened eyes. 

(Don't shut your eyes, but keeping half-opened eyes.) 

b) Chou-soku 

Once absorb deeply and stop breath. Then exhale 
calmly. And turn to calm feeble breath. 

When restart Chou-shin, Chou-soku and Chou- 
shin, repeat this order. 

c) Chou-shin (H'C?) 

Concentrate to watch one point (for instance 
wood grain). 
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Soon the focus becomes blurred. This is the situation of watching but not watching. And 
it is the status of reaching to the gate of meditation. But unfortunately, soon worldly 
things come to your mind. 

Then it is necessary to banish worldly thoughts from your mind. 

Then, again, re-focusing to one point of wall. It is indeed a battle with worldly thing and 
banishing it. 

And, it is patience. Focusing, worldly thing, burnishing, re-focusing... 

And, it is daily practice. 

And, you can stay in the status of meditation longer. 

I said that don't shut your eyes.... Why? ...Firstly, you concentrate to watch nothing in a 
dark. 

Then, soon you see happening illusions like clouds. You try to concentrate to watch one 
illusion. And; 

Soon other illusion happening. And; 

You try to watch to concentrate to the illusion, but changing soon. 

Shutting your eyes for meditation, still it is acceptable as a method. However, and in my experience, 
it is so difficult to stabilize the concentration. Therefore, I don't recommend this method. 

Concentration and watching one point in a wall (or other thing) are easier than watching and chasing 
illusion. 


Mantra 


To help the concentration, repeat a mantra is very helpful. I do it, but unfortunately, I don't know any 
Buddhism mantra. Therefore, I use the words instead of mantra. It is: 

Chou-shin, Chou-soku, Chou-shin... 

Chou-shin, Chou-soku, Chou-shin... 

Chou-shin, Chou-soku, Chou-shin... 


Daily Meditation 

The situation of Meditation is such above status which thinking a thing directly without Heart & 
Karma. In fact, you do similar act on a daily basis. 

When you are dogged down thinking about a theme, you stop the consideration and (for instance) go 
to take a walk for distraction. Then you get the thoughts flash. To escape from the dogged down 
thinking is one kind of Meditation act. 
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1^ RANK MEDITATION 



Consciousness, Thinking 

Heart and Karma 



Things 



Daily easy training 


The recommendable thing is to practice the meditation daily. 


Daily? ...Yes daily. Of course, this easy training doesn't target to reach to the deep meditation, but 
the gate of meditation. 


The difficulty of meditation activity is to happen worldly things soon after starting the activity. And, 
as I described before it is the battle with happening worldly things. Therefore, it is necessary to do 
the training. 

How? ...Better method is anyway to do zazen or meditation activity daily, even if it is short time. 
However, still it is very difficult to implement daily. 


I do this training which shut a thinking and concentrating to watch one point. It is no necessary 
special place and environment. I do this training at least 5 times in a day. And, I train to reach to the 
gate of meditation in "toilet". Yes, I made it a habit when use toilet. 

It is the training of switching off the glasses of "Heart 
and Karma" and worldly things. 

Can you make habit to do one-minute concentration to 
shut thinking with Chou-shin, Chou-soku Chou-shin? 

Now, not only the managers of global company, but 
also many peoples do the activity of meditation. 

And the reputation is good and says that Elimination 

daily stress, pessimistic sentiment such bad emotions and, possible to see a thing objectively, to 
create ideas in wide point of view. And it could affect to improve the Emotional control and 
Improvement of Self-recognition. 


Picture 2 

Closed, clean and quite room 



Self-recognition. 


When writing this lecture some news was reported in a newspaper. The title is: 


Yoga is vocational training. German court decides: 
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A court in Berlin, the capital of Germany, has ruled that yoga is vocational training. 
Companies in Berlin may be repaired to do yoga poses such os ’’Adorn Kash Bannersana 
(Posing Down Dogs)” during work hours. 

The Labor Court in the State of Brandenburg decides that workers hove the right to take paid 
leave to participate in a five-day adult education course called ’’Success and relaxation in 
work with yoga and meditation”. 

The court, based on Berlin’s Educational Leave regulation, determined that yoga meets the 
criteria for ’professional development’, which has the effect of enhancing the ’adaptation and 
self-expression’ of individuals. 


AFPBB News 2019/04/18 

At present, needless to say, the world is the age of Al (Artificial Intelligence). Therefore, from now 
the most important capacity of human is El (Emotional Intelligence). 

At the previous Davos Conference, it is also introduced that El is mentioned as an ability required of 
human beings in the 4th industrial revolution era represented by Al. 

Human cannot win the battle in the field which Al can do it. And it is no necessary to compete to Al, 
but is required to use. 

In such world, bringing up of El and EQ (Emotional Quotient) is essential. 

El is to use the primitive capacity which human has originally and is to see from the right brain and 
brainstem and is possible to bring up. 

And, the activity of meditation such Zazen, Mindfulness, Yoga takes the limelight as the methods of 
bringing up of inspiration and sensitivity. 
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I. The necessity of Scattering Prevention 

I believe you understand the importance of 5Ss. 5Ss is essential to keep sound factory management 
which is constructed of the condition of physical factory situation including safety problem and 
people's sound mind. 

Why Scattering Prevention is important? Because... 

1. Scattering of oil, lubricant, oil coolant, dust (powder) and chips become the root cause of 
machine problem. 

2. Scattering hides the cause of machine troubles. 

These two are the direct causes of machine trouble. 

I have been taught the words of "Forced degradation and Natural degradation" by a company long 
years ago (1980s). And the teacher told me that most of root causes of the machine troubles are the 

"Forced degradation". 

His word of "most of ..." might be exaggerated. But it might be true that scattering is the root cause 
of machine troubles. 

And moreover... 

3. Scattering becomes the cause of difficulty of maintenance Seiso. And also. 

4. Scattering is the cause of making withered of maintenance Seiso mentally. 

I visited many industrial factories in foreign countries and felt. What a dirty it is! 

The concept of 5Ss became popular in the world. However, it is quite true that still there are dirty 
factories. 

5Ss teaches the importance of keeping clean. But actually, when machine is working, it is natural to 
become dirt even though telling keeping clean. On the other hand, still 5Ss requires to keep clean at 
any time. But. 

Operator gives up to keep clean. And then, 5Ss activity collapses. 

I never say an idealistic thought. But, 5Ss is the base of sound factory. And a machine must keep 
clean anytime. Then the biggest enemy is scattering. 

Therefore, to move closer, scattering prevention is essential for machine management. 

The workplace gets dirty. Is it really so? ... 

My previous company hates such fixed idea and implemented the Pika-Pika activity. I have written 
the story of (wire) elements twisting & bunching process which always gets dirty with the copper 
powder. 

But Pika-Pika activity requires the cleanness in the daily maintenance Seiso. Moreover, it requires to 
visitors to put the shoes covers to prevent dusts from outside (like as a clean room of precise 
process). 
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I have written the story of Honda. Soichiro Honda also hated such fixed idea. And he introduced the 
white colour working uniform. White working uniform?! 

It is easy to imagine that white working uniform becomes dirty with oil stains. But he dares chose 
white. And Honda associates (workers) are required to change working uniform daily. And changed 
working uniform is washed and cleaned up by the factory daily. 

When machine working and getting dirty, is there nothing for it? But at least it is necessary to 
minimize it. 

Now how can we implement scattering prevention? ...I never say so difficult thing. 


r 








This machine tool has the cover to 
prevent scattering. 

Cover for scattering prevention. 

This is an example of Japanese small 
town factory. 

I cannot say that it is in good 
condition, but he tries to prevent oil 
stains. 

(But this cover is too large.) 


By the way, I quite often get the question about the 5Ss introduction. The question is, in short, 
explained in the next point. 


Incentive (motive) first or environment first. 

Of course, the answer is "Incentive first". 

But please consider whose incentive. Gemba people? Create or bring up Gemba people's incentive? 
No. Because... Gemba people's incentive is brought up by the environment. And unreasonable 
environment sustains the unsound environment. 

For instance, every new employee of Toyota factory can be a Toyota associate within 3 days, because 
he or she can be accustomed by the factory air (environment). Also, same thing., a new employee of 
a dirty factory is accustomed within 3 days by the unsound environment. 

By the way, I have visited a small stone processing company. This company produces very good and 
beautiful stone products. This factory produces beautiful products indeed. However, the factory 
environment is never sound, but uncomfortable and unsafe. 

Whole the factory is covered with dirty white with scattering powder and powder & water. 
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Introducing the cutting process in this company: 



One of process is to cut the 
stone along the stone grains. 


In this company I was taught 
that stone also has grains like 
■ as wood grains. 

. There is (was) a scattering 
protection. It was already 
battered. 



W 








Next process is cut of stone 
board sliced. 


There Is a scattering 
protection. 


Curtain of scattering 
prevention. 







There is a scattering 
protection. 


The workplace Is dirtied with 
wet cutting powder and is 
not sound working place. But 
they are accustomed to this 
working environment. 
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Dirty... Anyway, dirty it was. But again, the workers were accustomed to such environment. 

If this factory is Sumitomo, how he does... I believe he implement Pika-Pika activity very easily. And 
the ideas are: 

• Better scattering prevention cover: The material, shape and easiness of attaching & removing 
and maintenance. 

• Regular Maintenance Seiso. And 

• Standardize in checklist. 

Again, it is quite true that a sound minds such Kaizen mind, Participation by all and Self-improvement 
is cultivated with sound environment. Then from this point, I hate scattering as an enemy of sound 
factory. 

2. Local scattering prevention and the aim. 

For instance. Cutting and Processing machine, Polishing machine. 

There are both wet type and dry type. But if both conditions are feasible, wet grinding will improve 
the performance of the grinding wheel and damage to the processing object will be less, so you 
should choose wet type without hesitation. 

The reason why wet processing works in polishing and grinding is obvious from the action of the 
grinding fluid. The liquid applied to the grinding point during processing of cutting oil etc. has effects 
such as ''cooling'', "lubricity improvement", "preventing chip adhesion & flow". 

When using a diamond tool, if the "cooling" is not good first, the tool wears rapidly and, in some 
cases, it becomes not to be cut soon. Depending on the processing menu, the temperature at the 
contact point between the workpiece and the tool may exceed 1000 ° C, and at such high 
temperatures diamond tool cannot maintain its hardness. 

There is nothing good on the grinding wheel side by raising the temperature. Also, with regard to the 
workpiece, if it gets too hot, "burning" will occur, and its workpiece may be left like a stain. In 
addition, even on the workpiece side, softening and distortion of the material due to high 
temperature occur. 

Also, the issue of lubricity is important, and the smoother the abrasive grain and the workpiece, the 
better the performance of the grinding wheel. And in the case of the wet type, the chips become 
dust and scatter to the surroundings much less than the dry type. 

Wet type less scattering, but scattering. This scattering gives bad condition as I wrote before. 

Below photo (I used in TPM-6) using wet type processing machine. The overflowed lubricant and 
sawdust make dirty the workplace and unsafe (slippery). 

I think you have fully understood the need for scattering prevention by the explanation so far. Then 
how? ...It is Kaizen. Making Scattering prevention is one kind of Kaizen activity. 
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The essential activities are: 


• To confirm the work and movement of the machine. 

• To conform the scattering direction and quantity. 

• To consider the safety for machine. 

• And Try and error: 

o To strain for small and local prevention cover, 
o To make tentative form with easy material. 

o To watch the effect and also the easiness of put on & remove or shut & open. 

• And to make local scattering prevention cover with final idea. 

• To strain for small and local prevention cover. 

Why small and local prevention cover? ...When developing a prevention cover, it should be smaller in 
safety of machine and workpiece. So, the evil influences if large prevention cover are: 

• The area of Seiso to be wide. And it makes troublesome, difficulty. 

• To make difficulty of Inspection Seiso. 

• To make difficulty of oiling and maintenance (if there are such points). 

And how to make Kaizen? ...You think by yourself. 


Now, to finish this theme, still there are 3 items below: 

2. Forced degradation and natural degradation. 

3. Points of local scattering prevention and kaizen points. 

a. Local scattering prevention cover and examples. 

Then, I will write these remained 3 points in next description. 
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0 

^ ^ Flying notes by Sensei Kimura 

One of my professional field is Kaizen. 

In a SNS, I write that my professional fields are "TPS, TPM, TQM, Factory Management and 
Kaizen". And, sometimes I'm asked to teach or lead Kaizen. Because I introduced myself as above. 

Of course, I can teach the philosophy, importance of Kaizen. But I cannot help to create Kaizen 
ideas for the clients. Creation of ideas are not my task, but the task of individual factory. 

Kaizen professional?! ...What is this?! ...Am I? 

Everybody knows the importance and the philosophy. Kaizen is my professional field mentioned 
in SNS? ...It is ridiculous. Just I can do the helping of establishing corporate constitution which I 
call "air". 

Therefore, if there is a question that "how to make Kaizen?", I say that you have to think by 
yourself. 


Continued story of the company. 

I introduce the TPM introduction activity of the industrial manufacturer who established the Special 
team and Gemba Committee in Jishu-Hozen. 

Please understand that I'm writing Jishu-Hozen. And this main theme scattering Prevention also one 
part of Jishu-Hozen activity. 

In previous description, I wrote the importance of Seiso. And Seiso activity is not only clean up 
machine, but also to find abnormalities. And the found abnormalities must be taken action before 
machine breakdown. 


Leading TPM introduction and stability in a company. 


In previous description, I described my lecture in a middle-class manufacturing company. And in the 
lecture, I taught the introduction process and the contents of activity. And, in this time, I describe 
regarding special team establishment. 


Relating to this theme (establishment of a special project team). But previously, I need to respond to 
a question... 
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0 TPM & TPM 


Let me please make a deviation from main theme but only, just a little. 

Many times, I received the question from my clients and students. The question is why I don't teach 
Total Productive (or production) Maintenance (or Management) of JIPM, but insist to teach Total 
Preventive Maintenance. And in order to explain this issue, let me describe as next. 

The contents of this theme are: 

II. TPM confusion 

1) Confirmation of wish of this client. 

2) The difference of Total Preventive Maintenance and Total Productive (or Production) 
Maintenance (or Management). 

a) 8 Pillars. 

b) Contents of "Office TPM". 

3) Historical Background of Total Productive Maintenance. 

a) Historical background. 

b) Cause of confusion. 

4) The difference of understanding in the world. 

III. Teaching the company. 

1) Reconfirmation of the goal. 

a) Project member chosen. But... 

b) Reconfirmation of goal. 

2) The role of administrative and indirect departments. 

a) To companywide activity. 

b) The target of TPM 

c) Participation not to be passive but actively. 

3) Establishment of special project team. 

a) Project member re-chosen. 

b) The importance of "cognitive diversity" for project establishment. 
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II. TPM confusion. 


1) Confirmation of wish of this client. 

At the 2"^ visit for continuing my lecture, again I needed to confirm the target of this client company. 
Because their (9 Directors) wish became different. 

Most important thing for starting and keeping special activity is to fix and keep flag^ firmly. And this 
basic doesn't shake ever. 

Their original desire was: 

• Recovering or increase the profit in machine management and in sales amount recovery. 

• Developing the managerial level in introduction and stability of TPM. 

With through TPM implementation, it is intended to reduce Muda of labour, material and machine. 
And to realize TPM (Total Preventive Maintenance) it is decided to establish 3 teams. 

1. One is special project team (it is not permanent) 

2. One is Gemba Kaizen Committees (in production and office Gembas) 

3. One is to establish Management team. 

Particularly the establishment of Management team is to develop managerial level and the corporate 
governance ability. And, my intention was to attack this theme (TPM introduction) from both Gemba 
side and management side. 

These basic desires were agreed and kept. However, some directors mentioned their point of view. 

In "Developing managerial level in introduction and stability of TPM", they wished to improve the 
systems of Production planning. Material control. Design engineering and Purchasing. 

I didn't intend to support for individual departments improvement, and intended to give such tasks 
to this company's effort himself with through total management system with management team. 
Why? 

They wished to involve the (for instance) job accuracy improvement activity under the name of 
companywide TPM introduction. But, they, not all, but 3 directors, insisted to involve these individual 
developments in the name of Total "Productive" Maintenance. 

Then, I declared that: 

• I don't teach Total Productive Maintenance, but I teach Total Preventive Maintenance. 


^ Editor / Translator's Note on "The Flag": On many occasions Sensei Koichi Kimura mentions "The Flag" as a 
symbol of leadership. That is, the Leader is responsible for maintaining "the flag" or leadership over the target 
set. In this case, the flag is to develop the TPM, but in other cases it may be a different target. But it always 
refers to the need to maintain the constancy and firm determination of the Manager or Leader to lead this kind 
of changes or new developments in the organization. If the "leader" relaxes his leadership in this development, 
the organization will also do so and, this relaxation will become the main reason for failure in organizational 
change. 
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• Many times, I told you this thing that my teaching is Total "Preventive" Maintenance. 

• And Total "Productive and Preventive" Maintenance are different. 

Now, as you understand, I get many requirement of teaching TPM. And my teaching is Total 
Preventive Maintenance and not Total Productive Maintenance or Total Production Management. 

But most of the case, of domestic and foreign, is the requirement of Total Productive Maintenance 
and Total Productive Management. 

Initially my understanding was same in these 3 words. Or almost I ignored other 2 (Productive or 
Management). But recently I understand that this misunderstanding or mismatching is serious. 


2) The difference of Total Preventive Maintenance and Total 
Productive (Production) Maintenance (or Management). 

The main differences are: 

• Total Preventive Maintenance doesn't deal in so called "Office TPM". And; 

• Total Productive Maintenance has the pillar of "Office TPM" and intends to deal in 
administrative and indirect departments themselves improvement. 

Let's look at it more deeply with use the case of this company... 

One director told me that after my first lecture there was a controversy. The point of controversy is 
the contents of TPM introduction activity. 

• One side; It is to concentrate Muda reduction in production Gemba with through the 
machine management. 

• Another side opinion; They don't deny the Muda reduction in Gemba. But they wish to 
improve above administrative and indirect departments additionally. 

These directors told that: "\Ne are interested in the improvement of these departments rather than 
Muda reduction in production Gemba, because these departments are the root cause of big Muda''. 

For instance, the cause of design mistake creates big losses in cost and business opportunity. Then as 
the result, the range of consultancy requirement became wider. Actually, they claimed that it is 
included in the range of TPM. 

As I wrote, this company already spent 6 months after the declaration of TPM introduction. But 
unfortunately, the flag hadn't been settled down. And the key word of this controversy is "Office 
TPM". 

By the way, recently I read a book of JIPM written by Mr. S. Nakajima. And I found this book at a used 
bookstore. And there is no this book and his book also in bookstore (even Maruzen who is a largest 
one in Japan). The Title: "TPM and the innovative management method". After this, I describe the 
comments based on this book. 

Then I again clearly declared that My teaching is Total "Preventive" Maintenance and Total 
Preventive Maintenance and Total "Productive Maintenance are different. 
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Firstly, they couldn't understand my word. And they said We could understand the difference of your 
approach. Also, they agreed not to obey the order of Nakajima's 12 steps. And they agreed as next: 

a) Make Gemba Committee and special project team. 

b) Establish Management team and meeting. 

c) Start all activity at once. 

But they expect that the goal is same. The meaning "same" is to chase both Muda reduction in 
Gemba and improvement of above departments. 

As I wrote above in 1), the companywide activity is not expected the success in the situation of 
unsettled down flag. Then, why such requirement did come out. There were 2 reasons. 

• One is the lack of deepening discussion. 

From the first, I had a doubt why they chose TPM did. The chairperson decided it and all of them 
agreed. Actually, the chairperson also didn't have deep understanding, but obeyed to the 
suggestion of his friend. But actually, some directors had different expectations about the 
introduction. 

• Another one is the next picture. 



5S 



This picture is popular, but one missing to 8. It is the pillar of Product & Equipment Development 
Management. And also, the notations are incoherent. Of course, the original TPM house by JIPM 
is 8 pillars. And there is no notation of 5Ss. 


^ 8 PILLARS: 


That picture is very famous in the world. And that picture of 8 pillars is the pronoun of Total 
"Productive (or Production)" Maintenance (or Management). 
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What is this? ...What is Office TPM? ...When searching 8 Pillars of TPM in internet there are many 
pictures. And they say: Office TPM, Administrative work, Office Kaizen, etc. Anyway many. And, 
Office TPM is most numerous. 

In fact, this company also, the root cause of mismatching or misunderstanding is because of this 
reason. 

Others 7 pillars are acceptable as the activities of TPM. But, what "Office TPM" is? 

The original of JIPM say just "Administration, Indirect" and explains: Creation of an efficient system 
of management & indirect departments and, it is explained in detail as next: ''It is to support 
activities to reduce and prevent losses at production Gemba, and to conduct similar activities in its 
own departments ". 

The part of "to support activities to reduce and prevent losses at production Gemba" is very much 
understandable and is quite natural. But, the part of "to conduct similar activities in its own 
departments (themselves)" gives many confusions. 

Because it is not realistic or effective to do the TPM step for (for instance) job accuracy improvement 
in design engineering. But... This company insisted on this part and believed similar activity in 
administrative and indirect departments. For instance, a director explained the necessity of design 
accuracy improvement. Because design mistakes cause Mudas in production. 

The process and methods of design accuracy improvement is completely different to Gemba TPM. 

To improve design accuracy, TQM activity is suitable than Jishu-Hozen of TPM. 

JIPM (in this book) suggest 7 steps for Jishu-Hozen (Autonomous Maintenance which is the main 
pillar of Total Productive and Preventive Maintenance). 


Contents of "Office TPM" 



This book unfortunately deviates from original which is to improve from the point of machine 
management. 

No, it is not. This book still gives the many pages for the explanation of machine management. But 
this book insists to the range which includes the development of administrative and indirect 
departments with his method. And, the symbol is "Office TPM" and to implement Office TPM, JIPM 
suggests 7 steps of Jishu-Hozen (Autonomous Maintenance) 

The 7 steps of Jishu-Hozen 

The 7 steps (of machine management) are 

1) Seiso and Inspection. 

a. Elimination of dust, dirt around the equipment itself, and execution of oil supply, re¬ 
tightening of volts &nuts, and equipment tightening, and detection and restoration 
of equipment defects. 

2) Countermeasure to source and difficult points. 

a. Chips, source of dirt and prevention of scattering. 
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b. Implementation of corrective oil supply, re-tightening of volt & nut. And Equipment 
fault detection and its restoration. 

3) Making temporary Jishu-Hozen standard 

a. Create action standards to ensure that cleaning, oil supply, retightening and 
inspections can be maintained in a short time 

4) Total Inspection 

a. Inspection skill education by inspection manual and extraction of small defects of 
equipment by total inspection execution and restoration 

5) Jishu-lnspection (Autonomous-Inspection) 

a. Creation of cleaning oil supply inspection standards that can be implemented 
efficiently and reliably. 

b. Preparation and implementation of autonomous inspection check sheet. 

6) Standardization. 

a. Standardize various Gemba management items and aim at the complete 
systematization of maintenance management. 

b. Gemba logistics standard 

c. Standardization of data recording 

d. Mold, tool management standards 

e. Process quality assurance standard etc. 

7) Thorough autonomous control. 

a. Stabilize development of company policies and goals and improvement activities. 

b. In addition, MTBF analysis records to be securely performed and analysed to improve 
facilities. 

c. MTBF: Mean Time Between Failures 

On the other hand, to apply for "Office TPM" this book introduce the 7 steps so called Office Jishu- 
Hozen step deployment. 

The 7 steps (of Office TPM) are: 

1) Inspection and maintenance of environment. 

a. Seiso 

i. Removal of unnecessary items, Seiri Seiton of furniture and fixtures. 

ii. Simultaneous elimination of dirt and dirt. 

iii. Extraction and restoration of defects by Seiso and inspection. (Lighting, 
colour, etc.) 

b. Identification of problems and measures 

i. Identifying and measures of problems and losses in facilities, furniture, 
fixtures and management operation. 

ii. Understanding and evaluating the results of improvement. 

iii. Filing maintenance and stationery. 

c. Countermeasure to source and difficult points. 

i. Implement measures to prevent the generation of dust, dirt and waste. 

ii. Countermeasures for difficult places such as cleaning. 

iii. Pursuit of visual control. 

iv. Organize improvement content and check the effect. 

d. Making standard manual. 

i. Creation of a code of conduct that can maintain Seiso, inspection and Seiri & 
Seiton. 

2) Stocktaking of business. 

a. Master business analysis methods. 

b. Quantify the actual situation (man-hours) of departmental work at the office level. 
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c. Extract the worst office work, set the improvement target, and make an 
improvement plan. 

3) Identification of problems and measures 

a. Confirmation of purpose and function of office work. 

b. Job analysis, office flow analysis, extraction of defects by MAKIGAMI analysis. 

c. Extraction of office loss. 

d. Implementation of improvement and confirmation of effects. 

e. Office issues that arise in relation to work between organizations and departments. 

4) Source measurements. 

a. Realization and measures of loss. 

b. Cause investigation and goal setting. 

c. Results, confirmation of effects and put a break (prevention of backtrack). 

d. Establishment of office standards and regulations by improvement and making them 
manual. 

5) Standardize and making manual. 

a. Practical verification of established rules, standards and manuals. 

6) Total inspection. 

a. Review of audit system. 

b. Total inspection and troubleshooting according to business standard and business 
environment standard. 

7) Autonomous control. 

a. Practice and establishment of autonomous management by policy and goal 
deployment. 

b. Stocktaking of individual skills and learning of multi-skills and expertise. 

In above note, I compared the contents of both 7 steps. 

I believe you understand the difference. And as you fined, it is unreasonable to describe the Office 
TPM in this book which shares the many pages for machine management. And the Office TPM is just 
foreign object and is shared only 10 pages of 179 pages total in this book. 

In the first place, to improve administrative work (or temporally called as ''office work"), do we take 
such 7 steps process? ... Indeed, the above 7 steps are looks good (meaning of to be reasonable). But 
it is a distorted opinion. 

This company is worried about the problems of design mistake, inventory accuracy and other office 
work quality. 

In accordance with these 7 steps, for instance can design engineering department improve the 
design quality? ...It is good idea to make stocktaking of office work and filing in regular Katazuke. But 
in such thing, no company has the difficulties. 

Anyway, these steps are not effective. Almost they are ridiculous. 

So, is first step 5Ss? ...Of course, I never deny 5Ss activity. But it is never the first step, but indeed it is 
the foundation environment for any job start. I wrote about Katazuke in 5Ss. And, I believe that 
regular month (or for instance, once a half year) Katazuke and daily (before and after job) Seiso is 
quite natural and basic. 

Anyway, this step and Office TPM are the distorted articles to show Total Productive Maintenance to 
be new concept which involving the improvement of administrative and indirect departments. 
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These articles give serious misunderstanding to the readers and giving wrong image which TPM has 
the innovative management method, as the subtitle of this book. 

The people who intend TPM don't be deluded by such book. (If still there is such book your country. 
Fortunately, in Japan this book written at 2011 has already disappeared from any bookstore after 
the first printing.) 

I said that it is ridiculous. Very sorry to use such inappropriate word. However, it is quite true that I 
felt very sorry with reading this book. Because this book was issued by a most reliable and 
authoritative institution (not JIPM). 

Now, I need to show my method to escape the criticism which my description is just criticism to this 
book. 

For instance, one of serious problem for this company is the quality of production design. 

To improve this, I suggested to this company as next: Using the flag of TPM introduction is 
acceptable. But talking about the administrative and indirect departments that we implement "QC 
Process Diagram (QCPD) activity under the name of companywide activity. 

QC Process Diagram (QCPD or QC Process Chart: QCPC) 


X' 



I position this as one of basic and efficient technique and teach it in every teaching. I will describe the 
detail making and usage in TQM after TPM, but please let me shortly explain it. 

This method has very old history. When I joined Tokai Electric Wire (Sumitomo Wiring) at 1968, these 
diagrams were hanged in the production Gembas. 
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This is, as you can understand, the application of Process Analysis Chart of Industrial Engineering. 

At that time my previous company already had the concept of visualized standard of the production 
process or machine maintenance process. Of course, there was used in office Gemba, but not 
hanged, because of the wall space issue. So, this diagram is very large. 

When I was in UK, I have made a largest diagram, for a cutting machine maintenance process. The 
size was about 1.2m wide x 11.0m long and still is largest ever. However, it is not the meaning of the 
lager, the better. The important thing is to be able to look down and think all processes. And, as the 
result, it is possible to create ideas. 


QUALITY CONTROL PROCESS DIAGRAM - QCPD date: 


Members 

Role 

PRODUCT/SECTION: 


X Actual \ 

/ Page\ 

I Total j 

Pages / 

1 


Leader 

2 


Annotator/W liter 

DESIGN NO. 


3 



4 



COMMENTS 


5 



NUMBER/STEP: 

ISSUE: 

1 

2 

3 

PRCX^ESS PICTURE 




DETAILED WORK: Tools / 
Method / Times... 




SAFETY POINT 




POINT OF QUALFTY: 
Picture / Detail / "take care 
of..." 




SPECIFICATION OF 
QUALTY 




INSPECTION METHOD: 
When / How / Annotation... 




INSPECTION TOOL 




NOTES UPDATIINGS 2..4 
PROBLEMS 1..4 





When I have an opportunity to train whatever TPS, TPM or process improvement, I always teach this 
method. Of course, this is used for office work standardization and also the process standardization 
of production Gemba for example standardization of the procedure of machine maintenance. And 
also, how not, "to improve production design quality". 
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The contents of QCPD (or QC Process Chart: QCPC) are: 

• Process Name: For production designing there are many processes. 

• Customer's drawing receiving & registration, drawing confirmation, new parts & new cord 
number & registration, new parts drawing & registration, making production drawing in CAD, 
making Bill of Material, confirmation of production drawing, new parts drawing, confirmation 
of new work elements (by Production engineering), decision of standard time of new work 
element (by Production engineering), registration of standard time & new work element, 
new parts information (to material control and purchasing), old or obsolete material 
information (to material control and purchasing). 

Anyway, many jobs when getting new order. 

And individual process must have the standard flow chart as the part of business standard. 
Then in the QCPD, it is required to identify the process for instance "new parts drawing & 
registration". 

• Process No.: This diagram activity is required to revise very frequently, therefore the process 
No. is always tentative. 

• Process Name & Photo: This diagram is very large and shows and explains the process with 
the name and photo or schematic. The reason of large-scale diagram and photo is to consider 
the processes from right brain and brainstem (full use of inspiration). 

• Other articles: This example case is Work contents. Quality point. Specification or Standard, 
Inspection method. Inspection tool. Note. And, in case by case, it is necessary to change or 
add. For instance, working time, past defect occurrences etc. 

But according to the purpose, it is possible to add or exchange other articles for instance the 
required function of individual process, ideal figure, current status (against ideal figure). 

Anyway, I don't use the steps of JIPM. 

How about the case of production planning? 

This company had the losses of excess and obsolete material on disposal. 

I can understand the Muda caused of production planning in sales prospects and capacity calculation 
(labour, machine standard & actual capacity calculation). But ...These also are too far from 
production Gemba TPM. Also, the approach and methods are different. 

Then I told them that it is not possible to implement both Gemba TPM and above departments 
development at once, because of your company capacity. And I said— You had the doubt and 
hesitated to do 12steps at once same timing. These departments also are required to participate to 
Gemba TPM (Total Preventive Maintenance) for the Muda reduction in Gemba process. 

I said that Qffice TPM of Total Productive Maintenance (or management) is too far from the activity 
of production Gemba TPM (Total Preventive maintenance). 

Office TPM even Total Productive Maintenance (or Management) cannot be implemented applied 
in Office Gemba. 


This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. 
To view a copy of this license, visit http://creativecommons.Org/licenses/bv-nc-nd/4.0/ . 



Factory Management Institute 


COOPERATING TO REACH EXCELLENCE 





Total Preventive Maintenance, volunne VIII - Koichi Kinnura 


Page 40 of 62 


At the first place again, what Office TPM is? 

This Nakajima book contents are: 

• The important concept of "Total", History, Awards, 8 pillars etc. and 

• most of the part, Gemba TPM (with machine management). 

And this book claims to implement TPM system even in office Gemba (administrative and indirect 
departments). But I clearly deny this opinion. 

TPM (even Preventive, Productive, Production, Management) cannot be applied in office Gemba. 

And hasn't particular system or methods to deploy in office gemba. Because the approach of gemba 
TPM and office improvement is completely different. 

To get your good understanding let's compare the approach of TPM and TQM which both of them 
"participation by all people and departments and also companywide activity". And the objectives are 
Production Gemba and Office Gemba (of Administrative and indirect departments). 

Comparing points are the approach and methods to realize the process Muda reduction. 

TQM can be applied both production and office Gembas with same approach and methods. For 
instance, it is possible to use QC 7tools, QC Process Diagram and QC story for problem solving. 

Therefore, when the policy of companywide TQM is decided, any departments including 
administrative department such Accountancy, HR, Sales — Design engineering can deploy it. 

And, how about TPM?... The objective of TPM (even though it is called Total Productive, Production 
Maintenance or Management) is just production Gemba and machine management. 


3) Historical Background of Total Productive Maintenance. 




Historical background. 


A director questioned why the pillar (Office TPM or Administration, Indirect) exist does in TPM 8 
pillars. 


And I answered: — I have read a book of JIPM. And the contents are just Gemba machine 
management and there is no other explanation or description about "Office TPM". However, if we 
interpret "Office TPM" favourably, I say as next: Do administrative and indirect departments also 
something improvement activity under the flag of TPM introduction. 


And if those departments have remaining capacity to do, it may possible to do under the flag of 
companywide TPM activity. 


But as I will write later, the approach, methods and activity contents are completely different to 
TPM. 


So why there is the pillar (Office TPM) is. In order to explain it, let's look at the historical background: 
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I. 1942: Foundation of Japan Management Association (JMA); To promote management 
efficiency. 

II. 1946: Foundation of Union of Japanese Scientists and Engineers; The thought of Quality 
Control was introduced from USA. 

III. 1951: The concept of Preventive Maintenance was introduced from USA; SQC (Statistic 
Quality Control) was taught by Professor W. E. Doming. 

IV. 1951: Doming Prise was founded. 

V. 1958: The concept of Total Quality Control was taught by Dr. A. V. Feigenbaum; Start and 
deployment of TQC. The TQC concept didn't bloomed in US, but in Japan, because of the 
national character which Japanese has the soil of "all people's participation". And soon, 
QC circle was deployed by Kaoru Ishikawa. 

In 1996 this TQC was renamed as TQM. The TQC concept was reverse introduced by US 
and named TQM. And this name was reverse introduced by Japan.) 

VI. 1961: In JMA, Equipment Management Subcommittee was established. 

VII. 1964: Excellent PM prise was founded in JMA; This is the root of TPM prises. And in the 
first year to be commemorated, Toshiba, Fuji-Film, Nissan, Mitsubishi and others total 8 
factories were prised. 

VIII. 1969: In JMA, Japan Institute of Plant Engineer (JIPE) was established; 

JIPE is the predecessor of JIPM. And, he began full-scale enlightenment and extension 
activities of equipment management methods to Japanese industry. 

When I got employment in Tokai Electric Wire at 1968, TQC, QC Circle, ZD Activity and 
Deming prise activity were blooming. 

And "Total" which is the meaning of "All people's participation" was the tide. And. 

IX. 1971: This year Denso (Nippon Denso) was prised the Excellent PM prise. The point 
evaluated was the companywide PM activity. Then, JIPE start to advocate TPM 
(Preventive Maintenance by all people's participation.) 

Now the concept is changing... 

When changing from PM to TPM, the basic concept also changed from Total Preventive 
Maintenance to Total "Production" Maintenance which is the meaning of "production" 
maintenance by all. And JIPE calls it as Total Productive Maintenance. But including my 
previous company, the understanding of the world was still companywide Preventive 
Maintenance (Total Preventive Maintenance). 

X. 1981: Renamed from JIPE to JIPM (Japan Institute of Plant Maintenance). 

XI. 1982: AISHIN received the PM prise. The point evaluated is the companywide including 
administrative and indirect departments activity. And 

The Excellent PM prise was changed to Excellent TPM prise. 

XII. 1983: There was no remarkable event in this year. However, at this year a book was 
issued. The title is "Toyota Production System" written by Yasuhiro Monden. And in this 
book, I found the name of Total Productive Maintenance. And the meaning of 
Productive is Equipment Maintenance by all people's participation. 

This book was initially issued in foreign countries in (not in Japan, but) English, Russia, 
Chinese, Spanish and total 7 countries. After that the edition of Japanese was issued in 
this year. 

Then I believe the word origin is this Toyota book. But still the world is Total Preventive 
Maintenance. 

XIII. 1989: (Concept change) JIPM changed the basic concept from Total Productive 
(Production) Maintenance to Total Productive "Management". 

According to a JIPM book, the basic concept of Total Productive Management is: 

• From TPM (for improving the constitution of equipment in the production 
sector) to TPM for company-wide management innovation. 

Management innovation by all people's participation. (From TPM: Management 
innovation method. Written by S. Nakajima) 
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• From 5 pillars to 8 pillars. 

It is not clear the timing from this book. But this book discloses that 

XIV. At 2008, the new category was added. Initially the category is just 5 pillars. The 5 pillars 
are "Jishu-Hozen, Kobetsu-Kaizen, Planned maintenance, Quality maintenance and 
Training". And, other 3 pillars are added and are "Product and Equipment Development 
Management, Office TPM and Safety • Health* Environment". 

XV. Now; JIPM says that: 

• TPM is Total Productive Maintenance or Total Production Management or Total 
Productive Management. 

And says that 

• TPM is production maintenance by all (people's participation) and production 
management by all. 

As you understand the objective of maintenance is changed from equipment to 
production. Also, the meaning was changed from maintenance to management. And, 
these words playing caused the confusion of Gemba understanding. 

JIPM never think it is word play. But the changes of main concept give many 
confusions to the world. Why it is necessary to change. 

For instance, TPS (Toyota Production System) is changing accordance with the 
development of science and technology. But never change and hold the basic 
concept such JIT and Jidoka. 




Cause of confusion. 


There are confusions. What TPM is: Total Preventive Maintenance, Total Productive Maintenance, 
Total Production Maintenance and Total Productive Management, Total Production Management. 


When checking TPM in Internet, there are all these names. 

The cause of confusion is JIPM changing concept. And based on this changing the naming became as 
word play. 

Pursuing Muda reduction from the point of view of machine management which relates the 
effectiveness of labour, material and investment is quite important. Therefore, Total Preventive 
Maintenance is essential field for a company. 



This work is licensed under the Creative Commons Attribution-NonCommercial-NoDerivatives 4.0 International License. 
To view a copy of this license, visit http://creativecommons.Org/licenses/bv-nc-nd/4.0/ . 



Factory Management Institute 


COOPERATING TO REACH EXCELLENCE 









Total Preventive Maintenance, volunne VIII - Koichi Kinnura 


Page 43 of 62 


In the description of TPS introduction, I explained the above figure. And TPM in this figure is Total 
Preventive Maintenance and never the concept of Total Productive (or Production Maintenance (or 
Management). 

Probably JIPM sought the position of TPS which was (and is) still innovative method. But in this 
Nakajima's book, I couldn't find any innovative methods even concept. 

Recently my friend E. Garcia named TPS as Total Production System. And his basic concept is 
Production (Productive) System supported by all (people's participation). It sounds good. 


THE FACTORY 
MANAGEMENT 
SYSTEM 


Total Quality 
Management 


Kjclucy .VltUUKvinviil lii^tilulv 


Total Productive 
System 



4) The difference of understanding in the world. 

In the TPM-1,1 wrote that I don't describe the item of "Office TPM" which is the item of "Creation of 
an efficient system of management & indirect departments" 



5S 



And, I described next sentences (From TPM-1): 
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Actually, the biggest difference between my Total Preventive Maintenance and Total 
Productive Maintenance ofJIPM is this pillar which is Administration and Indirect (Office 
TPM). 

I don't describe this pillar, but just articles of gem ba related. 

Again, the original ofJIPM includes Administration and Indirect in the 8 pillars. 

And the aim of this pillar is: Establishment of efficient system in Soles, Purchasing and 
Administration and Indirect departments. 

Generally, we imagine that the departments of administration ore such Human Resources, 
Accounting, Finance, R&D, General Affairs, Legal, Planning, Intellectual Property. 

And the definition ofJIPM is involving above all deportments os componywide TPM. 

On the other hand, the imagines and understanding in the world is different and there ore 3 
trends in this pillar. 

• First one is: The optimization of administrative processes. 

And the aim is to reduce and eliminate Muda in the administrative departments. 

• The second one is: The role of administrative departments is to support gemba to 
reduce and eliminate Muda in the gemba machinery maintenance activity. 

• The third one is (it was indeed most of friends expressed as follow.) 

Likely, Total Productive Maintenance is the system of "more effective" 
maintenance. 

The first one is same to JIPM. 

Componywide Total Productive Maintenance is acceptable. However, how con you imagine to 
combine Productive "Maintenance" to Administration deportments such General Affairs, 
Legal, Planning, etc. ? 

The role of HR (Human resources) in Total Productive Maintenance? ...Yes. I will write the role 
in Total Preventive Maintenance in the Education & Training & Evaluation and combining 
with salary also with Safety. 

The role of Accounting? Yes. I will write the role of providing the cost data to gemba and 
suggesting the unit costs. 

R&D? ...Yes, I will write the new products development in the article of Initial Products Quality 
Control and the Committee. 

In the Initial Products Quality Control, I describe the committee activity which includes 
Quality, Design engineering. Procurement, Production engineering. Soles, Subcontract 
Control, Human resources. Accounting & Financing, Production Control and of course 
Maintenance and Gemba for vertical start-up to eliminate the losses of new products start in 
Total Preventive Maintenance. 

But I don't touch the issue of Muda reduction of administration deportment its self which 
JIPM involves. 
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Because others are difficult to write in Total Preventive Maintenance, even Total Productive 
Maintenance, because these are too far from the issues of production gem bo. 

I never deny the importance of the companywide activity which includes the departments of 
administration in the future vision. However, I recommend you to implement Total 
Preventive Maintenance which the range is just production gemba and the supporting by 
indirect departments. 

Therefore, my writing is the second one. 



Office TPM 


Again what "Office TPM" is? ...When looking the trend of understanding of Total Productive 
Maintenance, there is a mismatching between JIPM and foreign countries. 


Basic mismatching of understanding. 

When looking at the article in Wikipedia, he introduces as next about the Total productive 
maintenance: 

In industry, total productive maintenance (TPM) is a system of maintaining and improving the 
integrity of production and guality systems through the machines, eguipment, processes, and 
employees that odd business value to an organization. 

TPM focuses on keeping all eguipment in top working condition to avoid breakdowns and 
delays in manufacturing processes. 

Objectives: 

The goal of TPM is the continuous improvement of eguipment effectiveness through engaging 
those that impact on it in small group improvement activities. Total guality management 
(TQM) and total productive maintenance (TPM) are considered os the key operational 
activities of the guality management system. In order for TPM to be effective, the full support 
of the total workforce is repaired. This should result in accomplishing the goal of TPM: 
’’Enhance the volume of the production, employee morale and job satisfaction. ” 

The main objective of TPM is to increase the Overall Eguipment Effectiveness (OEE) of plant 
eguipment. TPM addresses the causes for accelerated deterioration while creating the correct 
environment between operators and eguipment to create ownership. 

Above might be the worldwide understanding. 

On the other hand, about one the book written and edited by a person of JIPM of JIPM, explains TPM 
as next: 


The definition of TPM 

TPM consists of the initial letters in English of production maintenance by total (Total 
Productive Maintenance) and production management by Wtal (Total Production 
Management). TPM not only improves the efficiency of eguipment, but also pursues the 
ultimate entire production system, and is on organization improvement activity by everyone 
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participation that improves corporate performance and realizes participatory management. 
And the definition is 

1. Objective: Create a corporate culture that pursues the ultimate pursuit of efficient 
production systems. 

2. How: To build on-site actual mechanism to prevent any loss such os "zero disaster, zero 
defect, zero failure" for the entire production system life cycle. 

3. By whom: By not only production department, but also all department including R/D, Soles, 
Administration. 

4. And by: Participation by everyone from the top to the front-line employees. 

5. And by: Achieve zero losses through duplicate small group activities. 

And the explanation of the pillar [Administration, Indirect] is (again) 

Creation of an efficient system of management & indirect departments: It is to support 
activities to reduce and prevent losses ot production Gemba, and to conduct similar activities 
in its own departments. 

So, when comparing the world trend and JIPM, there is clear difference. 

Why such confusion was occurred? ...The overall understanding in the world is like Wikipedia. But on 
the other hand, the foreign object (Office TPM) is included in the famous TPM 8 pillars house of the 
JIPM book. And it is quite natural to understand both production Gemba and administrative and 
indirect departments improvement by foreign readers. But in this book, there is almost no detail 
description about the method of Office TPM. 

Again, why such confusion is occurred?... The root cause is JIPM changed the basic concept as next: 

• Initially: Muda reduction from the point of view of machine management by all. 

• Changed-1: Production maintenance by all. 

• Changed-2: Production management by all. 

• And recently: In a recent book by JIPM, involving both Changed 1, 2. 

I think JIPM wishes the position of (for instance) TPS. But the contents of this book haven't caught up 
to these basic concept changes. 

It is quite clear that Total Productive Maintenance or even Total Production Management doesn't 
have innovative essence. 
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The aim of TPM is to contribute to reduce or eliminate Muda in production process with through 
machine management. 
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The above figure is a famous figure by JIPM. And, reducing the above Mudas is the aim of TPM. 


Ml. Teaching the company. 

Just a little going back to the story of this company... Though my lecture, that company agreed to 
introduce it (Gemba TPM) with my leading. Today's description is the continuation of the previous 
description. 


1. Reconfirmation of the goal, but... 




Project member chosen. 


In the previous description, I wrote that they agreed next: 


1. Make Gemba Committee and special project team. 

2. Establish Management team and meeting. 

3. Start all activity at once. 


Again, I declared that I don't follow the order of 12 steps which is their favorite. 

Following the order is no meaning. And moreover, to follow the order is not realistic to introduce and 
stabilize it. 
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Establishment of the special project team. 

I explained the task of this team as next: 

(1) Making policy statement 

(2) Investigation of current status in safety, sales, cost, productivity (machine, material, 
labour efficiency) and quality. 

(3) Study of necessary knowledge (such TQM, TPS, TPM) 

(4) Decision of TPM (if TPM is suitable) and study. 

(5) Target setting. 

(6) Action plan. 

And also, I explained as next: 

The special project takes the responsibility of preparing the ideas of (1) to (6). Therefore, the 
special project members are not just engineers, but mixed HR, Sales, Accountant, 
Maintenance, Material etc. widely as much as possible. 

And (1) Making policy statement: Base policy which is to improve corporate status with the 
introduction of TPM is already decided by top managements. But let the committee and 
special project make the special statement of TPM introduction with their word. 

(2) And (3) are their important tasks. 

(4) Decision of TPM (if TPM is suitable) and study. 

And I told them (the 9 directors) as next: Based on the outline knowledge and current 
corporate status survey, the committee and the project need to decide and confirm the 
direction which still TPM is suitable choice or suggest other way to top management. 

Normally I recommend (2), (3) and (6) as the job of the committee and project. 

Please let them talk TPM with their voice. 

It is not the meaning of your watching calmly. If and when they require your participation to 
the meeting, it is good chance and make answer. But never push your ideas. 

Next week I visited this company to make lecture continued and was introduced the name of the 
project team members. In my note. It left the situation of the controversy with me: 

The project members chosen was: Engineer; 3. Maintenance technician; 2. Gemba 
supervisor; 2 and Purchasing: 1. 

And the nomination was too far from my expectation. Because, I explained and suggested to 
involve not only the Gemba departments and also the Administrative departments widely as 
much as possible. And I said —we are targeting departments participation as much as widely. 

This TPM introduction is the companywide activity. Then it is necessary to investigate current status 
from the companywide view. 

The aim of this activity (TPM introduction) is to improve the Muda of production Gemba with 
through the improvement of machine management. And to realize it one of essential thing is the 
support of administrative and indirect departments 
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For instance, it is possible to expect good support of Production planning and Material control. For 
instance, it is possible to expect good support by HR. For instance, it is possible to expect good 
support by Accounting, Sales, and General affairs. 

Why for instance Human Resources Department isn't included? ...Why Accounting department isn't 
included? ...Why not Sales Department? ...Why not, why not... Indeed, I had been annoyed. 

I had understood the importance of cognitive diversity for companywide activity in my experience. 
Although, at that time, there was no word of "Cognitive Diversity". But I used the word of "Diverse 
View Point". 

It is quite true that project members chosen in narrow area seems to be successful in just narrow 
field and short term. But it (the effect) is easy to disappear within short term. And as the result it is 
difficult to improve the corporate constitution. On the other hand, establishing a project with wide 
ranged members could gain not only good success of the project but also the better contents of 
success (wider ideas) and continuation of next projects. Moreover, the participation to a project is a 
good educational opportunity. 

The directors expressed their opinion as next: 

—We chose them based on their capacity. And our chairperson also agreed our nomination. So, our 
first purpose is to introduce TPM. We understand that it is necessary administrative departments to 
support, but we believe it is necessary at the stage of stability of this activity. 

—Then we decided to choose the members from actual working unit. We think TPM introduction is 
technical issue. Then we gave the importance to technical persons who have the responsibility of 
TPM implementation in Gemba and have the knowledge. 

—We know some directors want to improve the situation of specific departments (Design 
engineering. Production planning and Material control). Anyway, our first goal is the success of TPM 
introduction. 

Of course, I didn't want to fail this leading. However, my intuition of animals told me the perspective 
of failure. 



b) Reconfirmation of goal. 


I thought that in such condition this leading could be failure. The reasons are as next: 


• TPM introduction was decided by just chairperson. Of course, all managements agreed its 
decision. But; 

• The expectation wasn't united by all top managements. Still some directors expected the 
new system of "Office TPM" in TPM implementation. 

I believed that TPM introduction is not bad idea but fatal problem was "The expectation wasn't 
united by all top managements." 

Then, I suggested to stop today's my lecture and dialogue. And instead of my lecture, they spend the 
time for deeper their discussion. Because their desire is changing. 
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Initially the wish was to introduce TPM for profit recovery in production process Muda reduction. 
And, they changed to Profit recovery in production process Muda reduction and countermeasure of 
Sales department. And later they changed to Profit recovery in production process, measures of Sales 
department and additionally specific departments reform. 

To break through this confusion, I suggested 2 things. 

• One is to implement my Total Preventive Maintenance which is reducing and eliminating 
Mudas in production Gemba with through the improvement of machine management. 

• One is to implement TQM (Total Quality Management) after 1.5 years time lug of TPM 
introduction. 

The purpose of TQM activity is not only to reform administrative and indirect departments, but 
also it is effective to support the stability of Gemba TPM. 

They desire the development of administrative and indirect departments, however TPM even Total 
Production Management hasn't the specific system or method for the development of them. 

1.5 years time lug... And of course, it may not be able to reach to the range of TPM stability. But it is 
effective from the aspect of supporting the stability of TPM. And I told that the total necessary term 
(TPM and TQM) is 6 years. 

And I suggested as next: 

—During 1.5 years concentrate to Gemba TPM. Administrative and indirect departments concentrate 
to support Gemba. And After 1.5 years and the new financial year, launch the new policy which TQM 
implementation and is to continue the companywide development... 

—In TQM, I plan the introduction of QC Circle, QCPD and etc. And it is involved not only production 
Gemba, but also administrative and indirect departments and section (even the section of reception). 

Based on my suggestion, the directors discussed to decide the direction. And next day, it was 
Saturday, but I asked them to attend to my lecture. And finally, indeed at last, I could confirm the 
goal 

The goal was simple and Gemba TPM implementation for cost recovery in certain machine 
management. 

To supplement it and expanding companywide development TQM will be planned in a middle period 
of TPM deployment. 


2) The role of administrative and indirect departments. 



To companywide activity. (The necessity of indirect departments 
participation.) 


By the way although the story goes back and forth... I could get the agreement of the direction of this 
TPM introduction with my suggestion which was TQM introduction after the 1.5 years' time lug. But... 
Again, additional confusion was occurred. And I thought I made wrong suggestion for a moment. 
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My thought was that it is better to introduce TQM after the stage of introduction of TPM and for 
stabilize it and for developing the corporate constitution. 

TQM is more suitable method than TPM for entire development with companywide activity, because 
TQM can be used any departments as true companywide activity. 

Although TPM can be participated by limited administrative departments who relate to production 
Gemba. 

Anyway, based on my suggestion they agreed to implement Gemba TPM. But... They changed the 
total picture of TPM introduction. 

Their changed picture was that 

• Introducing TPM in just production Gemba and just by themselves. 

• The development of companywide including administrative and indirect departments is left 
to companywide TQM. 

This changing total picture (which seems to be the changing policy) was bad decision. 

Anyway, it is bad, because the TPM flag had been hanged. And if change, the relationship and 
reliability with employees is damaged. 

They insisted the composition of above special team members. Their opinion was that: 

—Concentrating to Gemba TPM (Total Preventive Maintenance) and it is no necessary administrative 
and indirect departments participation from the first. Because they thought that Gemba should play 
the leading role of TPM. 

They understood the importance of the support of administrative and indirect departments, but 
thought just support in the range of their normal job role to be enough. Therefore, the survey of the 
special project team should be narrowed and is just Gemba issues. 

I explained the directors that it is not good direction which put down the original flag. One of cause 
of their changing policy was that the project members were agreed by the chairperson. 
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() 

^ ^ Flying notes by Sensei Kimura 

The difference of Total Preventive Maintenance and Jishu-Hozen system. 

Total Preventive Maintenance 

Total Preventive Maintenance aims to reduce or eliminate process Muda in seeking best machine 
condition in machine management by all. 

By "all".... The meaning of "all" is all peoples and departments who relate to factory 
management. 

Therefore in "all", it is included not only the people of production Gemba, but also indirect 
departments such Engineering, Production planning. Sales, Material control. Purchasing and 
Quality control and administrative departments such HR, Accounting and General affairs. 

Jishu-Hozen 

The aim of Jishu-Hozen also same to Total Preventive Maintenance. And it is (PM by all) But, the 
difference is the range of "By all". 

The range of "all" is just Gemba people who relate to the production process (early talk, machine 
operators). 

As you understand this company went back to the thought of "Preventive Maintenance by all". 


They wished to put down the flag of companywide even though initially they themselves wished the 
TPM with companywide activity. But they discussed with the chairperson to put down the flag of 
companywide. 

1 was really disappointed. And I needed to explain the importance of administrative and indirect 
departments participation as not the supporters but as the leading actors. 

2 things: 

• Firstly, it is true that the effects of activity come out in Gemba. However; 

• Secondly, there is the effect of improving indirect jobs. 


b) The target of TPM (Total Preventive Maintenance). 


The Target of TPM is to reduce Muda of production Gemba with through the point of view of 
machine management. 


To reduce or eliminate Muda in process, it is necessary to resolve in wide range problems which 
should be related to machine management. 
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The wide range problems include not only the direct machine trouble such breakdown, Choko-Tora 
(Not serious but frequent trouble) but also next surrounding conditions: 

Providing safe & secure & comfortable workplace, Skill training program. Evaluation of skill. 
Design to make easy, Effective KPIs to evaluate effects, Visualization of factory status. 
Reduction of changeover in planning, Down time reduction in planning. Reduction of work- 
in-progress in planning. Quick design change information, JIT material supply. Material 
quality control, Tools to be easy to use, Quality information feedback, Analysis of defect or 
quality concern (by customer), TPM Champaign preparation, Policy deployment. 

For instance, to reduce machine waiting time: Machine waiting time itself doesn't relate to 
machine reliability. But these wide range problems also are treated in Total Preventive 
Maintenance. 

And the KPIs for evaluation of effects are^: 

• Machine Performance. 

o Machine Performance Rate (= X Operative Hours 20days x Shours x 2shifts) 

■ Operative Hours: Actual machine working hour. 20days x Shour x 2shifts 
is the meaning of wished hours against the investment. 

o Machine Performance Rate (= X Operative Hours X Planned Hours) 

■ Planned Hours: Planned machine working hours. ^Machine working 
hours - (planned stop + morning meeting + 55 activity and others) 

• Machine Performance with Speed Rate (= X Number x T/E: Speed JPIai^i^^d Hours) 

■ Output/hour X T/E. T/E = Output ^ Standard Output/ hour 

• Breakdown Rate (= ^Machine stop Hours in Breakdown -J- ^Planned Hours) 

• Machine stop frequency Index (= ^Number of Machine stop frequency JPIai^i^ed 
Hours) 

Then, these surrounding condition establishment also very important for TPM. But, who are the 
leading actors of these? ...Of course, administrative and indirect departments. 

Are administrative and indirect supportive departments? ...Yes, they are. However, they need to have 
the mindset of their leading roles. And, I never say "support to production Gemba" for TPM, but say 
"participate". 




Participation not to be passive but actively. 


As I wrote above, it is required the administrative and indirect departments to participate to the 
companywide Total Preventive Maintenance introduction activity. 


When reading the description of "job role of indirect department" in internet there are next 
description. 


It is not only to create the management indexes as the results, but also to support production 
Gemba which is the source of profit and growth. 


^ TPM-2 (KPIs in TPM): http://factorvmanagementinstitute.com/archive/ 
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There are administrative departments such Legal, Business planning. Public information and 
Information system. And, these departments don't relate directly to TPM even Total Production 
Management. 

Then in general, the mind-set and the attitude of administrative and indirect departments are always 
passive. And the administrative and indirect departments of this company also were very general and 
very passive. 

The directors told me as next —Sir, we understand your saying. But we believe our Administrative 
Departments such HR, Accounting, Information system. General affairs haven't any problem of 
supporting Gemba. And we recognize the necessity of reformation in some indirect departments 
such Design Engineering, Production planning. Material control etc. 

—But our first priority is the success of TPM introduction. And our administrative and indirect 
departments are positive to support Gemba and welcome Gemba's visit to their office. 

Still the attitude of their administrative departments is passive. Then, I needed to explain or, 
perhaps, suggest them and I said them —Such your mind is truly serious problem. So, please change 
the mindset of these departments from "support to participate". The attitude of these departments 
is always "waiting posture". 

And the director's response was —the project team which we nominated the members is very open 
and is given the authority to discuss with the Administrative Departments. And the Administrative 
Departments also very open and accept the visit of the project members. 

Therefore, they can make a frank dialogue. And I required them the participation of administrative 
and indirect department and I told: 

— I saw many companies. And I felt very high separation wall between office and production Gemba. 
And the cause is their thought and mindset. The offices are generally bureaucratic and waiting 
posture to Gemba problem. 

They said that administrative and indirect departments are no problem. But truly there is no 
problem? ...Truly is it possible to implement the activity of TPM introduction? 

As I wrote before if they desire to introduce TPM, the participation of administrative and indirect 
departments which relate to production Gemba directly or even indirectly is essential. 

They said "No problem in these departments". Although If there is no problem, why production 
Gemba is so cooldown? ...I felt so high wall between office, managers and administrative 
departments to production Gemba. For instance, safety issue. 

—Who does take the responsibility to take countermeasures? —I asked—. According to the record, 13 
accidents were recorded within these Gmonths. I don't know the contents of these accidents and the 
degree of seriousness. However, 13 accidents in a half year itself in this company's scale is abnormal. 

General affairs 

—What is the job role of General Affairs? —I asked then and I answered by myself—, in general, the 
job role of General affairs in the Division of duties says as below. 

—It is responsible for the maintenance of welfare programs, management of office equipment and 
buildings, disaster prevention measures and security measures such as personal information 
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protection and evacuation training and safety, and in-house events and regional exchanges, etc. This 
Safety assured also is essential for TPM introduction and stability. 

Latter I made a little diver from the theme and I made a mean question to them —You allege that the 
administrative and indirect departments are very sound as HR, Accounting, General affairs —and I 
continued... 

—What are the grounds? ...Basically, how evaluate these departments are no problem? —I asked 
them and then I told them —Actually, direct department such production Gemba also some parts of 
indirect departments such Sales, Engineering (Design, maintenance) etc. are easy to control with 
figures... 

—For example, Design Engineering. I was design engineering manager and introduced the quality 
control Indexes to manage this department. And based on the KPIs (defect ratio, Customers concern: 
claim from production Gemba) I re-established this department. Of course, to manage the 
department other indexes and methods were necessary... 

—For instance, I was a leader of Material control department. And I used the KPIs of inventory 
accuracy ratio based on the daily cycle counting method, and of JIT delivery index to eliminate the 
claim by production Gemba. 

Cycle counting system 

Daily (or weekly) inventory. Each day 10 items inventory check and compare with the results to the 
computer registration to monitor the accuracy. I recommend to implement daily (at least weekly) 
inventory check. 

Of course, once or twice a year inventory check should be implemented. 

This cycle counting is one of the quality controls. And Inventory control in computer to be good 
accuracy is a superstition because the operation is owed by the human being. 

Accuracy rate (defect ratio) = (1 - Number of mismatch cases ^ 10) x 100 

Daily (or weekly) accuracy rate control graph. And, if the trend of the accuracy rate percentage is less 
than 95%, something of special activity should be implemented. 

Then I asked them about the figures —Therefore, I believe some indirect departments can be 
controlled with figures —and I continued... 

—On the other hand, some indirect departments for instance Production Planning and Administrative 
Departments such HR, Accounting, General affairs are difficult to control with quantified target and 
evaluation criteria with figures... 

—Then based on what grounds, can you say administrative department to be no problem? —and I 
tray to detail it just a little more using an example—. For instance, safety issue is our concern area, as 
I said before. 

—Who does take the responsibility about the safety issue of Gemba? ...Just Gemba? ...Or Human 
Recourses, who needs to take the responsibility of Labour management? —I asked and I answered by 
myself—. I don't know your division of duty or job regulation. But I could understand that anyway 
your company is unsafe for working... 
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—And your administrative departments are bureaucratic and waiting pose. As you agreed we 
establish the Gemba committee whose tasks are 5Ss, Safety and Kaizen. And Safety issue is quite 
urgent issue. Who can make "active support" or participate to this activity as administrative 
departments? —I asked them but, indeed, I do not wait for the answer. So, I continued my lecture... 

—One of essential issue of Total Preventive Maintenance is Safety. Your organization attitude is 
always "waiting posture" and passive and not active. 

—Now, you wish to reform. Do you feel the necessity of reform, don't you? 

—Whatever you choose TPM which you call it Total Preventive Maintenance or call it Total 
"Productive" Maintenance, one of base is all departments participation in not passive but in active. 

I never say something impossible. For the success of this companywide activity, please establish the 
project team with involving administrative departments as much as possible. 

—Anyway, please decide. Do you keep to hung the flag of companywide activity or unload it? —I 
asked and, I continued—. You chose TPM which you call it Total Productive Maintenance or call it 
Total Preventive Maintenance. Anyway, TPM is a Muda reduction activity with through machine 
management. 

Then I come back to their main goal —Again, why you do choose it for your renovation? ...Listen. Now 
your foundation of renovation flag is shaken. 

1) You desire to make better the profit; To make better, you wish reduce Muda in production 
process. 

2) At same time, you desire to reform the management status; The reformation is good effect 
to the desire of keeping better profit. 

3) Then you chose TPM; Its basic concept is companywide and all departments participation. 

—You have already announced your policy. Therefore, please don't be shaken this basic policy. 

Then I try to summarize —There are 2 issues: The First one is "support activities to reduce and 
prevent losses" of Gemba... 

—How administrative departments support production Gemba do. And you said that: ''Current status 
of administrative departments is sufficient. And It is possible to expect dialogues between production 
Gemba and administrative department, when there is the approach from Gemba", but... 

—I think there is no expectation of communication between them. And it is easy to imagine, because 
of your recognition. The cognitive gap between indirect and direct departments is not rare, but 
common. Generally, Gemba doesn't know the division of duty... 

—Therefore, the communication is never established. Then no requirement and no question are 
made by Gemba... 

—And the second question is "Production has many problems, but very simple". Therefore, it is easy 
to approach from administrative departments who know at least Gemba is the department of 
production... 

—Now, current support of administrative departments is good or not. —I questioned figuratively to 
enter into the new theme—. I don't know. But I can guess that it is not sufficient based on the 
evaluation of my Factory Management Checklist score... 
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—You decide. So, do you keep the Flag of "T"PM or take down it. 


3) Establishment of special project team. 

I told them that their decision is not sound. And I explained them the reasons... 

—One is TPM flag had been hanged. Therefore, changing this policy might give bad influences to 
Gemba people. And, in order to reduce process Muda in better machine management, just Jishu- 
Hozen (which is PM by all) is not sufficient... 

—But before going to next theme, I would explain what better machine management is... 

—As you know, the 3 production elements are Man (Labour), Machine and Material so called 3Ms. If 
saying 5 elements of factory management or managerial resources, it is so called 5Ms which are 
Man, Machine, Material, Money and Method... 

—Anyway, machine is essential factor and important property. Therefore, how to use this property as 
much as efficiently is very important factor... 

Now —I introduce a new issue—. Jishu-Hozen is very important and is the main pillar of TPM. 

However, Jishu-Hozen is essential condition, but not sufficient condition for machine management 
which seeks better use as an important managerial resource. Therefore "T"PM is important... 

—The meaning of "T" is of course the participation of all people's and departments who relates to 
factory management... 

—Of course, administrative and indirect departments also are required to participate. For instance. 
Design Engineering is required to review and investigate the design to resolve difficult points in the 
shape, finish, material and tolerance to make. And sales department needs to visit customers to ask 
the necessary function of the product and for instance why such sever tolerance is required... 

—Production planning is required to make production schedule which it is possible to reduce 
changeover frequency. I never say to deny the concept of JIT, however it is possible to reduce 
changeover or easy change (for instance same material) in one day unit sequence... 

—Material control needs to eliminate a material shortage with combining production planning and to 
implement JIT. Also, the inventory control of machine spare parts... 

—Human Resources, Accounting also are required to play their leading role. Then it is possible to seek 
better use of managerial resource (machine). 

Anyway, after the meeting with me, they held a council before the Emperor (the chairperson) again 
and got his agreement to implement TPM as companywide. 




Project member re-chosen. 


Based on their decision, at last we could move to next stage. In that way, the next stage is to 
investigate managerial problems which relate to factory management. 
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This stage is very essential for the companywide activity with TPM introduction. 

The job role of the project team 

Their job role is to survey the managerial problems which just relate to factory management. And the 
target range is not only the factory, but also administrative and indirect offices. 

Too wide? ...Too wide for TPM introduction? ...It doesn't target all of the range improvement, but just 
factory. However, looking at factory from total companywide range and focusing the improvement 
points with proper methods is my style. 

Then, the team members were re-chosen. So, the members were: Accounting:!, HR:1, Design 
Engineering:!, Production Engineering:!, Production planning:!. General affairs:!. Material control:!, 
QA:!, Sales:!, Maintenance:!, Gemba supervisor:!. Total !! members. 

Proposition (of project establishment) and background: 

Proposition 

!) Cost reduction in production process. 

2) Improvement of corporate constitution. 

3) TPM introduction (but as the means of above propositions) 

As the policy of this year which has been announced, it has been decided to introduce and stabilize 
TPM. 

The reason of this companywide activity is "To seek cost recovery in-house. And to realize cost 
recovery in-house, we target to reduce or eliminate Muda in production process". 

The cost recovery target is to recover 5% profit rate from current status of 3.!%. 

Background. 

Recently although our main products market is expanding, the operating income is going down, 
because of the cost competitiveness going down relatively. 

It is necessary to keep or expand our market share which contributes the increase of sales amount. 
However, by just sales amount increase with the current status of cost competitiveness affect the 
reduction of corporate capacity. 

The term of project activity 

6 months. Not full time. Weekly meeting to be scheduled. Final week grand presentation to be 
scheduled. 

Contents of activity: 

!) Negative elements (to production process Muda reduction) survey. 

2) Teaching of each department by each member. 

a. General rule: Implement in Gemba (production Gemba, office Gemba) 

b. Preparation of concrete materials and examples. 

3) Tentative action plan and discussion with individual department. 

a. The figure of action plan is required the scientific proof. 
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4) Proposal of action plan and target figure. 

Organization of project 

1) Observer: Managers of each departments. 

2) Leader: 1. Chosen by the members. 

3) Members: other 10 members. 


b) The importance of cognitive diversity for project establishment. 


A little deviate from the theme, I would write the importance of "cognitive diversity" when 
establishing a project team. 


When I led this company there was no such word of "cognitive diversity", and I had been using the 
word of "diverse view point". And, recently I found this word "cognitive diversity" in Harvard 
Business Review. Then I searched this word in Internet and found many descriptions like as a flood of 
the word (of "cognitive diversity"). 


I read the assertion and confirmed the meaning which is same to my saying "divers view point". It 
was a surprise to me. And I read some description and convinced that my teaching which I taught the 
word of "diverse view point" was correct. 


All of the description is same and claim the importance of diverse thinking with divers' peoples. In 
Harvard Business Review there was a description. And I introduce it shortly. 


What's often missing from conversations about diversity and inclusion. 


I don't typically write or comment on issues of diversity and inclusion. But on often- 
overlooked aspect of the topic — cognitive diversity — is starting to come into the spotlight, 
and I hove some insights on it because of the focus of my work. In my experience, I've seen 
that companies produce the best results and are better able to innovate when their team 
members don't all think, process information or see the world in the same way. Leaders who 
innovate and moke on impact seek out those who don't shore their opinions and resist the 
tendency to over-rely on their experience and what has worked in the past. 


Writing in Harvard Business Review, researchers Alison Reynolds and David Lewis report 
some fascinating findings that echo my experience. Reynolds and Lewis studied how well 
executive teams could complete a strategic execution task under time pressure. They 
discovered that the kinds of diversity we most commonly think of — gender, race, age — had 
no correlation to a team's results. What did make a difference was whether the team 
members had different perspectives and different styles of processing knowledge. 


Sara Canaday^. Posted Jun 18, 2017 

If you like to read more deeply, it is easy to use the link or search it in internet. 


^ Often Missing from Conversations about Diversity and Inclusion: Cognitive Diversity 
https://saracanadav.com/often-missing-conversations-diversitv-inclusion-cognitive-diversitv/ 
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Anyway, the writer's assertion is the importance of clivers view point. And I wrote that it is surprise to 
me. But, why surprise to me? 

I learned the importance of diverse thinking from my seniors of my previous company... 

Long years ago (1970s) I got a Sensei whose name is Chuichi Nagasaku who was a retiree of 
Sumitomo Electric. I learned (for instance) KJ method, Project management. Kaizen and many other 
subjects from him. 

His project establishment was always based on the "diverse view point". It is true that he intended to 
not only the establishment of project, but also to educate the persons company widely and sow the 
seeds for future. But he educated us the importance of diverse thinking. 

Therefore, it was quite natural for me to establish a project (for instance engineering matter) 
including accounting or other department (no relation to engineering). It was (again) 1970s. 

Surprisingly recently "Cognitive Diversity" is in the limelight. 

Nowadays when the society is the age of Al. To work in this age, a person needs to wake up the 
importance of diverse thinking (cognitive diversity). 

By the way, to gain the condition of "diverse view point", there are 2 ways. One is the cognitive 
diversity which is to gather peoples who have divers view point. And another one is that thinking 
training without the bias of "karma" and thinking from brain stem. 


Going back to the story of this company. 

I made the lecture about the importance of divers view point (cognitive diversity) to establish the 
project. And explained next: 

1. Don't make the good friends club: The project members who they had chosen was biased to the 
current factory problems. It was necessary to consider the factory problems from wider point of 
view. 

2. Make the air (atmosphere) to accept to listen opinions which somebody feels negatively. 

3. Observer team (departments managers) to be established: The managers team was constructed 
of the departments manager who the project members nominated. 

The task of this team was to (anyway) support the project, but never intervene to their activity to 
keep sound activity. 

Team leader choosing. 

As I wrote above 11 members were selected. They were middle-level employees. And, some ones 
were hoped as the next leaders and managers. 

Then one person was recommended as the leader. And before informing him, we discussed his 
personality. 

His personality is: Having strong will. Leading and pulling team members with his strong will. And 
Better knowledge (about his job). 
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—Who the opposite person to him is? —I questioned. 

They (directors and managers) were puzzled and selected one person. And her personality was: 

Better knowledge. Strong will. And, etc. 

—Who the popular person is by the members? —I questioned. 

Then, they answered that she is and I asked them to decide her as the leader. And I told the nature of 
leader as next: 

1. Having nature (respected person) 

2. Sense of mission (to complete) 

3. Not having strong will to pull members to his/her thought. 

4. Listening capacity than strong claim. 

5. Initiative. 

6. Active. 

7. To separate ego and intellect. 

8. To take advantage of mistakes without fear of failure 

9. To mind the preparation and order. 

10. Don't care the policy. 

11. To mind trust. 

12. Not having charisma. 

13. And never misunderstand that It is not "person who can work well = good team leader". 

Anyway, at randomly I listed up the ideal condition of good project leader. But unfortunately, it is 
difficult to gain such perfect leader, but is required to bring up. And when choosing a project leader, 
you need to consider these conditions. 

And, I explained them the important thinking: —Important thinking is to investigate and survey the 
factory problems from the companywide point of view "without any biases". 

Then, as the leader she (accounting staff) was nominated. When informing to the members all 
members were surprised. Particularly she was puzzled. 

Lecture to the project members. 

I made some lectures to them as next contents. 

1) What is Muda? 

2) KJ method (effective idea creation and summarising) 

3) TQM 

Strange lecture for TPM introduction? ...Yes. Very strange. But I believe it was good. Because this 
company mistook the order to development. I didn't know or hadn't been informed why TPM was 
chosen. However, in general for a company who wishes the factory management improvement, it is 
better to choose TQM rather than TPM as the companywide activity. 

And at last this companywide activity was restarted. 

I continue to write this story next. 
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IV. Next Lecture 


I will write the continuation of Scattering Prevention and the story of this company. 


Koichi Kimura CC4-Juiy-2019. 
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